MINUTES

BUDGET COMMITTEE
TUESDAY, DECEMBER 3, 2025
WILLIAM L. PULLEN MUNICIPAL BUILDING MEETING ROOM
ONLINE NON-INTERACTIVE ON TOWN HALL STREAMS
6:00 p.m.

Budget Committee present: John Shepard, P. Jaine Jacobs, Ron Hawes, John Mountainland,
David Larrabee, Bill Pagnano, Erik Amundsen, Elmer Savage, Bill Packard, and Jeremy Daigle

Others present: Todd Souza (Town Manager) and others
1. Call the Meeting to Order: at 6:00 p.m. by John Shepard
2. Welcome and Introductions:

John Shepard said this meeting was Todd’s idea, basically a mid budget meeting as kind
of a checkup on how the budget is going. There had been some concern about the budget
committee meeting solely with the select board. It used to meet independently with the
department heads then, after a couple of meetings, with the select board. Though the
budget committee and select board function independently, tonight’s meeting seemed like
a good way to add separation. Todd saw it as more ongoing transparency and
understanding of things. Brief discussion followed. John thanked all for volunteering.

3. Review Budget Committee Ordinance:

Electing a secretary to record attendance and actions as backup (to Sherry via streaming)
was discussed.

John brought up Section 4, Subheading D — one of the committee’s mandates is to make
other recommendations on fiscal matters as it may from time to time be advisable. He
didn’t think the group had ever done that, and noted it implies more engagement with the
fiscal situation around the whole calendar year.

Todd said he might try to get their buy-in or understanding of why we’re trying to do
something, so the understanding is clear when we come to the budget vote — for example,
hiring for a new position, taking truck maintenance into account, and road or building
concerns. John clarified Todd will keep the budget committee in the loop.

John then brought up Section 4, Subheading E — the Budget Chairman shall submit an
annual summary to be included in the town’s Annual Report. That has not been done, but
it would be nice to see it there. Ron agreed, with general information and list of names.
Jaine said it goes to optics. Todd said he’ll make notes and share with the clerks upstairs.
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Erik talked about the budget committee’s role. He noted it has a broader base than the
select board — more people for better input — and brought up how potentially being at
loggerheads with the select board gets managed. John Mountainland pointed out the
voters have the final say. Brief discussion followed, with Todd noting every town works
differently.

Bill Pagnano asked if there were a conflict of interest, with him also serving on the
Appeals Board. Todd said no. John Shepard said he himself serves on the Tri-County
Board, which Todd said is an assessment.

Bill Packard said Budget Committee dissent on line items was formerly discussed at town
meeting. Jaine said the presentation (current practice) is not just a select board
presentation, adding there could be insight into why there might have been disagreement
in supporting a warrant article. She suggested that the presentation, both in person and on
video, could include reasons. Ron noted we still have the public hearing. Todd said the
system is the public hearing and the outreach we do as a town. Erik summarized people
need to know why we did things. John Mountainland noted the importance of including
how the budget committee voted in the warrant articles.

. Election of Committee Leadership:

Ron Hawes nominated John Shepard as Budget Committee Chairman.
2" by: P. Jaine Jacobs
9-0-1 abstention (Shepard)

Elmer Savage nominated Ron Hawes as Budget Committee Vice Chairman.
2" by: John Mountainland
9-0-1 abstention (Hawes)

Bill Pagnano was suggested as Secretary under the previous provisions by Ron Hawes
but declined. Jaine confirmed we are talking about an alternate, just to log who’s here and
who voted, as John Shepard said. She asked Erik who declined.

P. Jaine Jacobs said she would serve as Secretary under the previous provisions — “with a
remote alternate possibility.” Jeremy Daigle confirmed.
9-0-1 abstention (Jacobs)

Jeremy Daigle said he will alternate for her. Bill Packard pointed out that according to the
bylaws, the committee can only have a nonvoting secretary and brought up nominating
Sherry.

Bill Packard nominated Sherry Abaldo for nonvoting secretary.

2" by: John Mountainland
10-0
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5. FY26 Budget Overview by the Town Manager:

Todd gave the summary piece to the committee. In general government, he pointed out
we are about 45% way through the year. Two categories — 12 Debt Service and 15
Capital Reserves — are greater than 50%. That is typical annually, as Debt Service
(payments for our bond, our trucks, our tractors) gets paid as soon as the vote passes,
usually in the first quarter. Capital Reserves just gets transferred into those individual
reserve accounts. Everything else so far is tracking.

He said another one to point out is 04 Highway. We’re only 26% spent. It jumps up
pretty quickly at the end of the year for road projects, purchasing, and salt and sand.
Public Works is now fully staffed, but we went without two employees for a solid two
months, making personnel a little under normal.

In answer to John Shepard re: the Unclassified line, Todd said under that category is
agency stuff, Founders Day, outside agencies that submit letters with petitions such as
Senior Spectrum and Penquis, abatements, retirement, and general for Town Common
maintenance of $2,000.

Re: trust funds, Todd said with most of them, the committee appointed to allocate them is
spending the previous year’s interest. They have a fixed number to work with. We are
looking at something similar with the Cemetery Committee.

He said under Special Revenue, there are two under Section 7. Numbers 16 and 17 are
two grants we received. The Community Resilience one is 16. We received just over
$70,000 and have expended $11,000 to date. John (Shepard) and John (Mountainland)
are on that committee. We just received the MMA grant for Public Works, $49,076.40 for
new barricade and safety work zone signs, etc.

In answer to John Shepard re: Section 5, $9,087 cost for Office Building, Todd said we
are redoing all the rugs upstairs, the other half of them not done years ago.

Bill Packard confirmed there’s about $45,000 in the Cemetery budget that is budgeted for
mowing. Todd clarified that is done by Public Works and a couple of contractors because
we didn’t have people. That will get transferred over later. It may not all go, as we did
not have two people for two months. Ron confirmed there are no other similar situations
with specific budgets for mowing.

Todd highlighted the Revenue Summary sheet, which shows how things are tracked. He
also shared a sheet re: where the numbers are spent to make up the total town budget,
which will be on the town website. Martha had shared it with him.

Todd said this year Dispatch was $83,473 with zeroes above it. Previously it was one

number. This year they broke it up so you could see the County plus Dispatch. Ron asked
for the total of those two, to compare with last year. Todd said the total is $542,859. Bill
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Packard clarified that, prior to this, the County assessment number had been included.
Todd said totally this year they’re probably about $50,000 more than last year, if you put
the two numbers together.

Discussion followed, with Todd noting the net to be raised this year was $6.8 million, and
town value base of $520,000, equaling the chosen tax rate of 13.3. He will continue
working with Letitia from the County on storyboards, summaries, etc.

John Shepard brought up FY26 budget drivers and asked about Fire Department radio
replacement. Todd said it’s a placeholder and he will get details. John brought up a
complete set of turnout gear costing $4,000. Todd said it has a shelf life and noted they’re
running 25 people, so 25 sets plus for people who come on. He also mentioned wear and
tear and damage, and said they try to buy a few a year for the rotation. He will make sure
we talk about turnout gear in terms of numbers and rotation for replacement.

6. FY27 Discussion:
a. Operations

There was fairly extensive discussion on valuation, tax rate, and spending. Todd
talked about the town budget process, including how we reduced everything we
didn’t spend, which is a one-time reset. We are looking at things we can do more
efficiently. We need to do it strategically so it does not affect services. Future
considerations include a Public Works Foreman.

b. Capital

Todd said we’ve had a road plan, and a vehicles plan, and he’s working on putting
those things together. His goal is to have a fixed number for the committee, run
across a 10-year period so they can see what’s coming. Having a steady static
number will help us plan. How do we forecast projects 20 years out, especially
some of our bigger stuff?

He said last year we received a culvert study from MCOG who received some
funding. The study assigned our major culverts risks and costs, which we will
build into the capital plan. Again, it allows for steady cash flow in the planning so
we don’t get that high/low in money or, more importantly, deferred maintenance.

Todd also talked about looking into other funding sources such as grants,
including the Land & Water Conservation Fund grant received in the ‘70s to build
the basketball and tennis courts. When you accept such a grant, he said, you have
to keep those courts at a certain level forever. He has started the process to
reapply for that funding source, a 50% match. Our part could be in kind. There is
a process with a lot of steps.
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c. New Initiatives

Todd said this item is for any ideas, thoughts, or things people see coming down
the road. He mentioned, re: ambulance service, are there ways to share costs with
some of our other communities? Are there efficiencies if we all pave connecting
roads on the same cycle to get more linear footage? Can we share more of our
services upstairs with other communities and offset some of our costs, if we have
bandwidth? We will see what we can do to neutralize some of the cost levels, and
there will be choices to be made after that.

Re: the overall process, Bill Packard said with the next year’s budget, he’d like to
see an expectation — whether from the town manager or the select board — of, for
example, 3%. The department heads will expect this is what we’re looking for in
the initial process. Exceptions such as extra turnout gear will show up separately.
Then the budget committee only has to discuss the add-ons. He also suggested for
highway and fire/rescue, you have to budget for a normal year. In addition, he
would like to see whatever’s left over in a particular budget to reduce that budget
to begin with, instead of rolling it back into the General Fund, which Todd
confirmed is currently done. More discussion followed.

Freedom of Access Act — Required Training:

Todd said committee members have to do this every year (only once a year, no matter
how many committees one serves on). Stacey emailed everyone.

Other Business:

Ron asked the projected dates of meetings. Todd will look at the calendar. His goal is to
have the select board set the budget dates at the first meeting in January, and to have it a
week earlier than last year. It should be around the first part of April. Consensus was the
committee liked the book format. Bill Packard noted that at the Public Hearing, you can’t
change anything. Todd said if a line or warrant is voted down, we fall back to the last one
and have to come back with a different number to vote again. This is why having
conversations is important.

Public Comment: None.
Adjourn:

Motion by: Bill Packard
2" by: John Mountainland
10-0

Meeting adjourned at 7:31 p.m.
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Respectfully submitted,

Sherry Abaldo
Secretary
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